




































































BUDGET AND FINANCE COMMITTEE MINUTES 
Council of the County of Maui 

March 29, 2005 

always necessarily equate to more effectiveness. What is the Department going to use to 
measure the effectiveness of these people? 

MR. VILA: Well, basically, as you note, I am increasing my Fiscal section. That actually will 
be assisting me in monitoring the number of transactions, statistics, as well as the much 
needed checking to look at the transaction data to ensure that everything is prim and 
proper at those locations. So we have driver licensing transactions, we have motor 
vehicle statistical transactions, we have our cashiering system that can monitor the 
amounts of transactions that are occurring even though we don't have a complicated __ 
system up there that can tell me how many customers pull the number and how long 
they've been waiting. That may be a possibility in the future if it's needed; however, we 
do have enough statistical information that's available from our present systems to give 
us good data. However, we need to commit to having the staff to also track that. 

COUNCILMEMBER MOLINA: Okay. One final question, Chair. And you guys are offering, 
in terms of training, any types of incentives to I guess encourage the personnel to reduce 
the wait time? I mean anything you guys can offer the, your personnel? 

MR. VILA: We have offered our personnel, all of the Division staff, as you noticed, note, 
beginning part of this year, I did request, I've got support to stop the office for one full 
day to provide customer service training. I felt that was very important. It's gone a long 
way. It has since become a standard. All new employees coming in will be going 
through that. Additional incentives, I don't know what else we could put out; however, 
the greatest incentive my staff could receive is the influx of additional manpower because 
they are the ones that face the customer there that has been waiting the two to three hours 
and have to try to service them for a transaction that's going to take 10 to 12 minutes on 
the average. 

MR. YOUNG: Also, Mr. Molina, I'd like to add that one of the performance measures, Activity, 
Activity ID, or lC rather does identify the wait time which we target, and that is 45 
minutes. I'm sure most of your constituents have made you aware that when they go 
down to the Service Center, they'll let you know when they're waiting longer than 45 
minutes. In fact, on occasion, more than occasion, the wait time has been ballooned up to 
about two hours. And this is primarily due to a large influx of walk-in traffic, which the 
Department has tried to undertake measures to encourage transactions that do not need 
physical presence at the Service Center. But just as a, you could do on-line banking and 
people will still go into a bank branch, it is the prerogative of the public. So as long as 
the public intends to maintain physical attendance at the Service Center, it's incumbent 
upon the Department to seek methods to provide more capacity. And we'd like to keep 
this, this performance measure of about 45 minutes in the average customer wait time. 
Although that may not seem very short for the public, if you reviewed the operations at 
the Service Center, you will realize that that's quite an aggressive time to get the wait 
time down to 45 minutes. 
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The number of positions that the Division and the Department are requesting is going 
directly to provide more capacity so that we can get the wait time and at the same time 
provide adequate level of service for members of the public that walk, that choose to 
walk in. 

COUNCILMEMBER MOLINA: Thank you very much for that bit of good news as it relates to 
Makawao and I noted, I note in the news, I guess Oahu is trying the reservation system or 
they're going to experiment, I believe, it relates to drivers licensing. So I know you folks 
have to be creative to address the concerns here, so, anyway, thank you. Thank you, 
Chairman. 

CHAIR KANE: Thank you. Ms. Tavares. 

COUNCILMEMBER TAVARES: Thank you. I think last year or the year before we had asked 
the Finance Department to figure out what the actual cost to provide services was. Have 
you had an opportunity to do that? For this, for this Division? 

MR. VILA: If I may, I believe I recall that question and my answer at that time was, we did not 
have, we do not do a cost-per-service type of analysis. We could do that. We could put it 
together; however ... to answer your question, no, we have not done that yet. 

COUNCILMEMBER T A V ARES: I know you had your hands full with just trying ... 

MR. VILA: Thank you. 

COUNCILMEMBER TA V ARES: ... everything going and get people trained and then 
listening to all the complaints, but I think one of the things we talked about was it's a cost 
per, you know, the cost of service, providing the service and that the fees should be 
covering that cost, as number one budgetary concerns I think are interesting. The other 
question is, how difficult would it be for you to put together sort of a chart or a graph that 
would show how many people were processed through DMV when it was at War 
Memorial and how many are being processed now and is the number increasing? Do we 
have an increasing number of registered vehicles, license drivers, those kinds of things? I 
think that when we talk about adding personnel, you need to have that as part of the 
justification. In other words, the increased workload. 

MR. VILA: To answer one part of your question right off, no, we do not have any statistics 
other than probably licensing renewals transactions, registered motor vehicle because the 
two divisions were split. Everything was manual. We had no, no way of counting how 
many people were waiting in line at a point in time or how long they've waited. 
We've ... 

UNIDENTIFIED SPEAKER: ... War Memorial. 
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MR. VILA: ... back at War Memorial. Now we have better statistics; however, in the handout 
that Mr. Young gave to the Members, we have the various statistics that will show the 
growth per island on the motor vehicle registered over several fiscal years. Keep in mind 
that these are just the base, the majority of the transactions are driving licensing related 
transactions and motor vehicle related transactions. We also issue a lot of other, perform 
a lot of, lot of other transactions. For example, ocean rec., business licenses, taxi cab, 
disabled parking placard, dog licenses, bicycle licenses, scrap metal dealer licenses. A 
whole bunch. Bicycle tour business licenses ... (inaudible) ... most of it are at the 
Service Center; however, we do get a lot of inquiries. So this is just the tip of the iceberg 
of the total number of transactions. Of the 110,000 customers entering the DMV for the 
DMV and related services, a lot of those people are customers perform multiple 
transactions at a window. I haven't gone in and counted how many various types of 
transactions. For example, if you come in to renew your registration, it's six months 
before your license expire, you may want to renew your license, driver license, as well as 
renew your motor vehicle registration at the same time. So that's one customer, that's 
two different transactions performed by the same person. 

COUNCILMEMBER TAVARES: Okay. Yeah, thank you. I didn't turn over the sheet and 
look at the next page again to see what those statistics were. You have a figure for '05 
that year-to-date, February. Inclusive of February. Are you on track for being in excess 
of ... 

MR. VILA: I believe ... 

COUNCILMEMBER TAVARES: ... '04? 

MR. VILA: Yeah, if I extrapolated that correctly, we should be at around 134,000 or so 
registered vehicle because that's what February ... that's eight months out of the 12, you 
straight line it and project it out. 

COUNCILMEMBER TAVARES: Right. 

MR. VILA: It should be within the, in excess of 130,000 registered motor vehicles. This does 
not count the number of transactions that we have, notices of transfer . . . all of the 
miscellaneous transactions that we perform on a daily basis. 

COUNCILMEMBER TAVARES: Yeah, how ... I'm sorry, Mr. Chair. 

CHAIR KANE: Proceed. 

COUNCILMEMBER T A V ARES: How are you, or are you handling those people who come to 
the window that don't have to be there? That they could have done it with a stamp, 
thirty-seven cents, U.S. mail. 
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MR. VILA: As Mr. Young said, we, I tell myself, don't belittle them. They have waited 
sometimes in excess of three hours. Let's get them in and get them out. However, for 
those of you that have come into the Service Center recently, I have installed a work 
station at the service counter, next to the ticket dispenser. My intent there is upon having 
all of my staff trained, I want a station, a personnel out there to assist customers that walk 
in. I've done pilots and I've stood out there myself. In about half an hour time, I've 
probably turned away a good six or seven people because they're in the wrong facility. 
You screen their documents, they don't have it. They don't, they don't have to stand in 
line because there's no sense waiting two hours, but I need the staff to commit to that, 
and when we get to staff diversion or transaction diversion that I'm really for that, away 
from walk-ins. We also get motor ... on-line motor vehicle registration. I plan to put 
terminals out there and that person will then be able to say, hey, you want to, you want 
me to show you how to register your vehicle on-line. Show 'em so that next year they 
don't have to come in. I think for the DMV we need to focus on and put more emphasis 
on the customers that should be coming in to do its complicated transactions. Not the 
straightforward type of vehicle registrations; however, if the customer walk in, we have 
no choice. We have to service them. 

MR. YOUNG: And, Ms. Tavares, if I could add to that. To answer your question a little 
different perspective. I personally reviewed the wait times at the Service Center by going 
down there regularly on a number of days in the course of the week since I've been on 
board. What I've noticed is that this performance measure of 45 minutes is actually 
rather aggressive but doable during the, what I would consider to be normal operational 
periods of the month. There are periods in the month that the wait time balloons up to 
two, three hours, and that is the first three to five days of the month, the last five to ten 
days of the month, and on occasion the middle of the month. Now, the reason why it 
balloons up at the beginning, at the end of the month is because people procrastinate on 
renewing their vehicle registration and then they cannot afford to mail it in. So these are 
the transactions that basically fill up the __ . These are people that, if they had mailed 
it in earlier, they would not have had to go to the Service Center, and I would be willing 
to say that these are the people that are calling your offices to complain about the long 
wait time. 

So if we look at where we need to put staff, we still need the staff in order to get the wait 
time below 45 minutes, even on the normal course of the period, during the non-busy 
time. But it is everybody's right to go into the Service Center, even if they don't want to 
mail it. And so those are the times when the wait times balloon up to two to three hours, 
and those are the times where it's most critical that we have additional capacity. And I 
think that, I hope that provides a little bit more insight into your question. 

COUNCILMEMBER TA V ARES: Thank you. 

CHAIR KANE: Thank you. Mr. Mateo followed by Mr. Hokama. 
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COUNCILMEMBER MATEO: Chairman, thank you very much. And, Mr. Director, thank 
you. And just to follow up on your last comment, perhaps part of the consideration in the 
location of the Service Center encourages people, because it's in a shopping mall. It 
encourages people, whether they're doing a manini type of business of not to come in 
because it's convenient, it's there, and it's a service center. So that kind of consideration, 
I just wanted to bounce off you. However, to follow up on the positions, I believe 
Member Molina mentioned the fact that, you know, sometimes it's not throwing the 
positions, you know, to deal with the complaints. And with these positions, I'd like to 
ask just two real brief questions. One, are these new bodies going to be cross-trained so 
they're able to do the back and the front service so that a window is not left open when 
someone goes on break? And the other follow up question would be, you know, you 
don't have the, you don't have enough windows now. So, you know, how are you going 
to address, you know, like the use of these bodies when there's not enough counters? 

MR. VILA: If I may. I believe the first question was cross-training. Yes, when we organized, 
the Service Rep. lIs, those are the staff that provide the direct face-to-face transactions. 
Service Rep. lIs are those employees at the call center, financial responsibility, fiscal, as 
well as the service counters. Those, by position description which we worked on over the 
past several years, is all reassignable to other areas on temporary or a prolonged basis as 
operational needs dictate. The problem now is even though I can move them, I can't 
because I have, I need them at where they're at, and I know the Council really frowns 
upon ... on a disposition I'm using them in this capacity. But for the DMV, which really 
depends on how the customer flows in that, you have to adjust your daily operation to be 
able to service all the people that are coming in for the different types of customers. So, 
yes, they will be cross-trained. In addition, you have for your info, we have preserved the 
possibility with these position descriptions on variations in future hours that we may want 
to look into. I've heard couple years, 1, couple years ago when I was first up here for 
positions, what about four hour, four-day work week, ten-hour days, working on 
Saturdays? So as vacancies came up and as you folks approve those new positions, I 
have attached those other conditions to those positions that we want to maintain the 
viability of the Service Center to be able to deliver the services that the County must 
deliver to the customers. 

MR. YOUNG: Also, Mr. Mateo, could I also add to that? If you refer to Table 5 on the 
Appendix, you'll see that the majority of the positions that we're requesting, they are line 
positions, meaning that they are directly customer service positions. But the, the handful 
of them, the, you know, a good portion of them are actually in our satellite locations. 
And that's where we, we're looking at this, this strategic shift that Mr. Vilo [sic], Vila 
and I are looking at, is that the service delivery is to, as you say, yeah, we want to get 
people away from the Service Center and Maui Mall. We want to build up the satellites, 
so that's where we want to increase capacity. When you folks deliberate the Finance 
Department's budget, you will see that the only Capital Improvement Project that the 
Finance Department is requesting are for four office trailers that will, that are specifically 
for DMVL so that we can get the DMVL function out of third party where the County is 
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renting property. That was the situation that arrived in, arised in Makawao. Because the 
County was renting from a private landowner, we basically at risk when they did not 
want to renew our lease. Well, we want to increase a larger serv ... , a satellite location on 
County property at, in Upcountry as well as the same thing in Kihei because in Kihei we 
are again at risk. So we want a larger location. With the larger location, comes larger 
capacity for us to have added staff. So this is the strategy that we want to use. I do agree 
that the Service Center, because its proximity in Maui Mall, it's centralized, we put it out 
there as a Service Center, encourages people to go there. Still yet we want to provide 
better service by reducing the time and getting to increased capacity at the satellites I feel 
is one way to do that. Thank you. 

MR. VILA: And it ... 

CHAIR KANE: Go ahead. 

MR. VILA: And if I may add to that, you asked about the number of windows. With the 
request, I believe I put in for to, to build ... $25,000 for two more service windows at the 
Service Center. I believe I can fit two more there because on these personnel expansions, 
if you'll note that the Driver License Examiners and two support clerks is for a central 
road testing facility that's going to be relocated from the Service Center to get those 
people that don't need to be there at, back at the War Memorial Stadium where our CDL 
courses are, our parallel parking, motorcycle course and put them there and administer 
the test from there. And by having a better facility there, once the applicant passes the 
road test, they'll walk away with their plastic license away from our facility instead of 
going back to the Service Center. And with the examiners relocating back to that central 
road testing facility, that'll free up some congestion within the Service Center. 

COUNCILMEMBER MATEO: Thank you. 

CHAIR KANE: Thank you. Mr. Hokama. 

VICE-CHAIR HOKAMA: Thank you, Chairman. My ... would be on the road examiners, 
specific to the island of Lanai ... (CHANGE TAPE) ... I note in your comments to us, 
Mr. Director, that as of this month, there are over 5,000 outstanding permits in the 
County, which I would assume would convert to potentially 5,000 driver's licenses. 

MR. VILA: Yes. 

VICE-CHAIR HOKAMA: For Lanai, I know you have been trying to address the need of our 
requirements, and I know your difficulties. But, nonetheless, I get the calls. So I hope 
you can appreciate my situation also. 

MR. VILA: Definitely. 
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VICE-CHAIR HOKAMA: I would ask, you know, and, you know, I think, Lito, Mr. Vila is 
very aware of Lanai. But, you know, we do have a recently retired CD, Commercial 
Driver ... CDL instructor/driver on the island who, you know, was made aware to me. 
And he says, you know, if the County would like, I am willing to work on a contract to 
provide some service to my community, our Lanai community, in assisting road 
examinations. And, again, I say that he is a instructor, CDL instructor. So, obviously, 
he's got the qualifications. He has a certification. He has the papers. And we're well 
aware of the amount of time it takes to get our people from Maui to Lanai, especially by 
air transportation. Now, I go through that weekly, and it is a bear. Round trip, five 
hours. That means on an eight-hour day, your examiner has only three hours to provide 
service on Lanai. Not acceptable for the employee or the community. So, in the 
meantime, until we get squared away with your, your revised program, Mr. Director, I 
would hope that ... and I will, you know, if need be, I will go and ask my colleagues and 
I'll lobby them hard for some monies to allow you that option on Lanai to get an island 
resident that can provide eight hours a day road examination until such time we can get it 
cleared up. And if we gotta go see the union and have them explain to them that this is 
one way to address a need and that in no way is it to replace a collective bargaining 
position, but to buy us for a short-term solution an option, which I consider very viable, I 
hope you will consider that. Is that, is that a, a viable option in your mind, Mr. Director? 

MR. YOUNG: Thank you, Mr. Hokama. I wouldn't know all the details, what is required. This 
suggestion has come up from the Administration as well in terms of allowing private, you 
know, instructors basically to allow to provide the test. I believe DMVL has, either has 
done that in the past or has explored that possibility. I'm not sure for whatever reasons 
why we do not currently do that. I believe there may be some limitations in terms of 
some contracting arrangements. I don't know if there's IRS implications. Other matters 
that are beyond what I consider to be just purely on the DMVL. But, you know, I want 
you to be assured that this particular matter for Molokai as well as for Lanai has come up 
and the Division has looked at it and is, I believe is currently actually still looking at it 
because the same discussion I actually had with the Managing Director's Office just last 
week and it was communicated back to the Division just earlier this week. 

Mr. Vila, would you like to add anything ... 

MR. VILA: Yes, the state as a whole, Mr. Hokama, the City and County used to have third party 
contracted examiner for CDL and that has been phased out. That has been discontinued. 
Not to say that our third party examiners, we'll go down that path. The other 
jurisdictions ... 

VICE-CHAIR HOKAMA: Mr. Vila, and, again, yeah, I'm sorry if I gave you the wrong impre ... 
He's a CDL instructor, but I'm talking about more about just your regular automotive 
relicensing or driver's testing. You know, they're not working on special 10,000 GVWs 
type of equipment, you know. Just guys that need road test, they don't want their license 
to expire, they don't want to be ticketed by a police officer because their license has gone 
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beyond the time, but trying to get compliance, trying to fit and work within your current 
operational restrictions as far as Lanai is concerned with the minimal hours to get your 
people on and off the island, I just would like you to look at it from that point. That this 
is a short-term. It's not to be the permanent solution. We can get our people within the 
legal expiration date of the current licenses to be able to get a renewal. 

CHAIR KANE: Before you respond, okay, it's an important topic and so what I'll do is provide 
Mr. Hokama the opportunity to, because it's something that seems to me more immediate 
as far as the need right now, I would ask respectfully that that issue be taken up and either 
a written response or talk story afterwards. The Chair has been very flexible today, 
Members, and I'm watching the time as your Chair. We are already at ten to four. We're 
getting off, getting off a little bit, off of the specific request for the expansions that are for 
specific locales throughout the County. I understand, although Lanai is not here, Lanai 
and Molokai is referenced in the discussion as far as enhancing the services and 
providing more efficiency. So I recognize the importance and the relevance of the 
question. 

VICE-CHAIR HOKAMA: And, Chairman, if you will please, Chairman, and thank you for your 
flexibility. I appreciate. But what I'm trying to do with tying in with the request is that if 
we can take care of some of the Lanai concerns from Lanai with certified Lanai people, 
these positions can help further alleviate the pressure on Maui because you don't have to 
send the person to Lanai. You can keep that examiner on Maui on the expansion and take 
care additional workload to decrease your outstanding permits. And that's how I was 
trying to project. I'm sorry if it wasn't clear, Mr. Chairman. 

CHAIR KANE: No, so thank you. 

MR. YOUNG: And thank you, Mr. Chair and Mr. Hokama. Mr. Vila and I are very appreciative 
to your indulgence today, and we appreciate working with Mr. Hokama and his office 
because we recognize that, you know, we, Lanai is unique from any of the other 
locations, Molokai included, in that we have a difficult time in delivering services there. 
And to the extent that Mr. Vila and I have been, you know, Mr. Hokama's office has tried 
to help us to get along to increase our capacity there. So we are very open to any 
discussions, any out-of-the-box solutions that can help us provide better services there. 
So we are open. Thank you very much. 

CHAIR KANE: Thank you. Any further questions, Mr. Pontanilla? 

COUNCILMEMBER PONTANILLA: Thank you. Just one question. What is your turnover 
rate at the DMV? If you do have any high turnovers? 

MR. VILA: The latest termination I had was because my Customer Service Supervisor retired. I 
have one more corning up at the end of this month who is retiring. 
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COUNCILMEMBER PONTANILLA: So pretty much your Department ... 

MR. VILA: I'm happy to say that once the staff comes on board, they're there for quite a while. 

COUNCILMEMBER PONTANILLA: So stable workforce? 

MR. VILA: Very stable. 

COUNCILMEMBER PONT ANILLA: Okay. 

CHAIR KANE: Thank you. Any further questions? Chair just has one line, but other than that, 
I'd like to yield to any Member who has additional questions for the total of nine 
positions in this area, including the four State-funded positions. 

One would suggest that it's not adding more bodies to increase the capacity, but one 
would suggest that there may be a flaw in the system itself. Can you comment on that 
and let me be more specific. When we were down at War Memorial, the reason it 
seemed like what was driving the initial restructure or change in my recollection was that 
you had a lot of people in one line and nobody in another line. You didn't have the cross 
training that Mr. Mateo talked about in his line of questioning. And that kind of drove a 
switch to now having a multi-task or cross-trained personnel. But it seemed like the 
unintended consequence of that is now you have people who have very simple 
transactions who are waiting for a very long period of time because of the more complex 
transactions being mixed in along with them. So it's almost like we've encountered 
another negative because of the change. 

Is the Department at all looking at a systemic tweak, so to speak, to address? And 
because you folks use models, private sector models, one could use the model of the 
express lane of, or a business transaction or a sin ... , one transaction, a single transaction 
in a bank, where they have one line, one person dedicated to get people moving through 
there on the simple transactions. Is that something has, that at least been considered? 
And if not, is that something that you folks would consider in connection with ... and 
your representative here to take on that type of responsibility? 

MR. VILA: Thank you, Mr. Chair. To answer your question, when the rebuilt of the War 
Memorial Stadium right beL., when the consultants did come in, there was a slow period 
for driver licensing. We're back into the renewal cycle for four years. However, given 
the transaction length, the reason our system was programmed with the various 
categories, which seems to be confusing, was exactly that. In order to impact, the 
average waiting time, we need to move in the flow, the volume flow of the shorter 
customers through the system first and get them out. For example, when we were at the 
War Memorial gym, the dealer-type transactions, they had multiple vehicles ... we had 
four windows open -- two or three of them would be at a window, and the whole line 
would stop because they took 45 minutes to do their transactions. That's ... (inaudible) . 
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.. Here at the Service Center line we are limiting the dealer transactions to one window 
and in between transactions, they do pull from the other types of cue. 

For example, disabled parking placards, we do put them at the front of the line. The 
system allows us to do that. There's a lot of times they, they are in pain. In certain 
condition, we want to get them in and out. Safety inspection stations that call in or fax in 
their orders that's filled we put them at the front of the line because they're coming in for 
one-minute transactions to pick up their stickers and pay and move out of there. So we 
give them priorities. We can also do that for renewals of various types. However, in 
doing those types of prioritizing the customer that's sitting there waiting and watching 
the person that has come in after them may not understand, I was here first. How come 
you're servicing that person first? So I'm thinking hopefully when I have the staff at the 
Service desk in the lobby, we can help to augment that and explain to the customers. I 
really want to test that out and have the people that the transactions that are quicker to be 
processed. Those that don't need to be there, they have to wait a little longer so that the 
people that have to come in for a transaction should be given priority. But then that's the 
customer reaction that we're going to have to contend with. 

CHAIR KANE: Thank you. Members, any additional questions? If ... okay, Mr. Molina. 

COUNCILMEMBER MOLINA: Yeah, thank you, Chairman. I have several more, but you 
know what, I'm going to go ahead and submit 'em to your staff for a response from the 
Department. Thank you. 

CHAIR KANE: Okay, thank you. And the Chair was just about to say if there are any further 
questions at this time, the Chair would request that you put them in writing., submit 'em 
to Staff, and we'll get those out to the Department for, for the responses. Director, thank 
you very much for your time and providing your, your resource personnel to be here with 
us this afternoon. Members, thank you very much. It's right before 4:00. We're 
expected down at Kahului Community Center at 6:00, so has a couple of hours for you to 
take care of your personal needs. And be prompt at the meeting tonight at 6:00, and we 
expect a pretty good crowd this evening. With that, Mr. Vila, Mr. Gates, thank you very 
much. Any additional comments, Mr. Morrison, before we close up this afternoon? 
Hearing none, Ms. Fujita Villarosa, thank you for your presence this afternoon. We don't 
take you for granted because you're always here with us. So, thank you very much. 

COUNCIL MEMBERS VOICED NO OBJECTIONS. (excused: MA) 

ACTION: DEFER pending further discussion. 

CHAIR KANE: This meeting for March 29, 2005, is adjourned ... (gavel) . .. 

ADJOURN: 3:58 p.m. 
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